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About MedStar…

• Governmental agency (PUM) serving Ft. Worth and 14 Cities

o 880,000 residents, 421 Sq. miles

o Exclusive provider for all emergency and non emergency 

EMS

• 117,000 responses annually

• 350 employees

• Medical Control from 14 member Emergency Physician’s 

Advisory Board (EPAB)

o Physician Medical Directors from all emergency departments 

in service area + Tarrant County Medical Society

• $36 million budget

o No tax subsidy

• Fully deployed system status management





Why do we need to prove anything?

• Fiscal pressures
o More with less

• Or even less with less

• “Business” pressures
o Private AND public sector
o All at risk – no one is irreplaceable
o Employee recruitment!?

• Continually improve service delivery
o We all want to do better - - right?

• Prove VALUE



Question??

• How has “EMS” done in proving value?









“However, there is little evidence that achieving the eight minute response time 

impacts fire outcomes

• An analysis done by Deloitte for the City of Memphis found no statistical

relationship between fire loss and response time for calls responded to under 15

minutes (Deloitte 2007)

• Analyzing data from London, Sardqvist and Holmstedt (2000) found that the

interval between fire detection and the arrival of a fire company was generally 5 to

10 minutes. However, there was no indication that fast arrival times result in

smaller fires

• Cortez (2001) suggests that even with longer response times of 10-12 minutes

(because of delays in detection of fire events, additional delays in notification, 

and normal dispatch, turnout, and response times) the incidence rate of 

flashover is still low”



“The analysis suggests that the City should restruc ture its fire 
response capabilities

• The risk associated with fire in the City of San Jose has declined 
dramatically

• Response times do not seem to be a major factor in reducing the risk 
due to fire
• At least not within reasonable ranges (8-15 minutes)

• The application of predictive analytics can improve the allocation of fire 
response resources
• Staffing should be done according to the level of risk—not minimum 

staffing requirements
• For example, companies should be staffed according to demand at 

different times of day—this could mean that some companies are 
not fully staffed at night when demand for fire services is typically 
low”



“Fire prevention & response and EMS are really two d ifferent lines of
Business

• These operations have been integrated as a result of a faulty premise: namely, 
that excess capacity in fire response operations that can be “leveraged” into EMS 
at relatively low incremental cost

• As we have demonstrated, much of this “excess capacity” should be shed due to 
the decline in the risk of fire

• There have also been added costs associated with entering the EMS business
• Training and equipment
• Personnel costs (premium pay for paramedics)

• In addition, EMS services degrade fire response services
• Every time a company responds to an EMS call, its capacity to respond to a 

fire call is diminished

If fire response operations were to be re-calibrate d to efficiently deliver the 
core service – fire response – based on its core miss ion – reducing risk due 
to fire – the City would want to reconsider its invo lvement in the EMS 
business”



“One potential cost saving option is to move to thre e person companies

• Cities such as Nashville, San Francisco, Long Beach and Atlanta either use or 
are considering moving to three person companies; Cal Fire also uses three 
person Companies

• One argument for maintaining four person companies is that the “2 in-2 out” rule 
requires four people to present for an internal attack

• However, San Jose’s existing protocols do not allow for an internal fire attack 
until at least two companies are present—this means that moving to three 
person companies would not result in any delays in terms of entering a 
structure

• We have found no reason to believe that shifting to three person companies 
will impact fire fighter safety, but it is critical that this be confirmed prior to 
any policy change

• We estimate that the city could save ~$27M by movin g to three person 
companies under its current salary scale

• The savings would be $19 million if the City moved to 22 stations and 
dynamic staffing model”





Who do we need to prove it to?

• Internal stakeholders
– Current Employees

• And their families!?

• External stakeholders
– Potential employees

– Elected & appointed officials

– Medical Director

– Media

– Co-Providers

– Financial stakeholders



Who do we need to prove it to?

• Payers!

o “One of the ways that the government will look 

to reduce costs is to move away from paying for 

services that have no measurable benefit on 

patients’ health status or outcomes.”

o “…the future will belong to those who can 

irrefutably demonstrate their benefit on the 

health of their patients.” 

Doug Wolfberg – Legal Consult, EMS Insider, November 2009



Community Trust…

• Our 2nd most important asset

o What’s 1st?

How did MedStar get from here….



Headlines (2000 – 2007)

• “MedStar response slow on area calls”

• “MedStar Contract Concerns Leave Smaller Cities 

Feeling Left Out”

• “Ambulance service missed goal in half of cities 

served”

• “MedStar Arrives Hour After Emergency Call”

• “MedStar not meeting its goals, audit shows

o The ambulance service contractor disputes city logs on 

response times”



Headlines (2000 – 2007)

• “MedStar not fast enough, authority says

o Response time audit ordered”

• “MedStar criticized for response on five-fatality 

crash on Texas 121”

• “Troubled MedStar urges subsidy increase as 

solution”

• “MedStar blames workers for response time”

• “Council urges MedStar to make improvements”



Local Media Stories 2009 - 2013

• “MedStar: Help Is on the Way, and in Record Time

o Once-troubled ambulance service celebrates best response 

times ever”

• “MedStar improves call response times”

• “MedStar reaches out to 'frequent fliers‘” 

• “MedStar using high-tech call forecasting device to 

speed ambulances to people who need them”

• “Program aims to limit unneeded ambulance rides 

in Fort Worth”

• “Rescuers: Number Of Children Hit By Cars On 

The Rise”



Local Media Stories 2009 - 2013

• “MedStar Treating Bigger People with Dignity”

• “For crew, patient safety, MedStar will no longer 

'run hot' with cardiac arrest patients inside”

• “MedStar donates transportation to bring families 

together on Thanksgiving”

• “MedStar seeks to curb nonemergency 9-1-1 calls”

• “MedStar Dispatcher walks mom through 

complicated labor”

• “MedStar offers tips on heat related safety”

• “MedStar keeping people out of the hospital”



Community Trust…

• To here…



“MedStar is one of the best things about Fort Worth! ”



The 3 Step Plan…

• Define performance indicators
– Clinical, Financial, Operational

– Assure a strong foundation

– Pertinent to YOUR community

• Data and/or services

• Partner and collaborate

• Tell your story!



Defining Performance Indicators 
- Operations

• Response times
o Average vs. Fractile

• E/D wait times

• Employee retention/turnover

What 
REALLY
Matters??



Defining Performance Indicators 
- Operations

• Why are they so important?
o Should they be??

• Use both fractile and average
o Fractile complicated

• Start and stop times key to benchmarking
o Within your agency and benchmarking



Things that Impact
Response Time Performance



Things 
that 

Impact
System
Efficiency



Defining Performance Indicators 
- Clinical

• Patients assessed/treated

• ALS patients (TRUE ALS patients)

• Transport ratio

• Procedures performed

• Cardiac arrest survival
o Utstein Template?

• ETI Proficiency
o Procedural AND outcome

• IV Proficiency
• Procedural AND outcome

What 
REALLY
Matters??



Target
neighborhoods
and influencers

Become Part of Solutions



Defining Performance Indicators 
- Financial

• Cost & Revenue per incident

• Cost & Revenue per transport

• Cost & Revenue per unit hour

• Cost per capita 



Benchmarking

• Internal
o Compare your key performance indicators 

over time

• External
o Definitions are key!

o “Peer” organizations

• Within your market, or across the U.S.
� Sometimes tough to do







• External verification

o CAAS

o ACE

o CAMTS

The on-site CAAS 

reviewers

Inspect 

EVERYTHING!!



Patient/Provider Satisfaction





Getting Your Message Out –
Web and e-mail

• Priority

o Be sure your “house” is in order

• Once you start the transparency process there is no 
turning back

• “Competitors” will watch

• Methods of Distribution

o Mail

o E-Mail

o Web

o Community Briefings









Media Relations

• Most individual journalists care about doing a good job and 

want to report the facts.

• The news industry has focused reporting on sensational 

stories that increase station viewership.  

• Higher viewership increases the amount stations can charge 

advertisers to run their commercials.



Getting Your Message Out –
The Media

Fort Worth’s ambulance service Medstar
responded to emergency calls in record time in 
July, a remarkable accomplishment that signals a 
turnaround of its troubled past.

In July, the average response time for the highest-
priority calls was 5 minutes and 32 seconds -- the 
best in Medstar’s history and a dramatic drop 
from the nearly seven minutes for the same 
month two years ago.

Even more impressive, the record comes in one 
of the busiest periods of the year and as the 
overall number of calls has increased with Tarrant 
County's growing population.















Working with the Media

• Get to know assignment editors and reporters

• CAD paging for newsworthy events

• Twitter account for news feeds

• Always have stories in your back pocket



Feed the Stories / Support



Halloween



Don’t Forget Radio….



Be Responsive & Control Message





Community Programs



Community Relations

• Community Advisory Board
o Local external stakeholders

• Hospitals

• SNFs

• Chambers of Commerce

• Religious organizations

• Social Service organizations

o Meet quarterly

• Learn from them what you can do to help

o Tell them your story as well!



Community Relations

• Citizen’s EMS Academy
o EMS 101

o CCR Training

o Ambulance/Supervisor ride-along

o Communications rotations

• Use comments sections of electronic news 

media
o A captive audience – use your name – credibility!



Proving your worth

• Annual City Council briefings

• Special events
o Home for the Holidays

o Halloween trips for dying kids

o Final rides for hospice patients

• Serving is a privilege

• It must be earned every day – every 

encounter



• Be willing to take risks

o “The pessimist sees the challenge in every 

opportunity.  The optimist sees the opportunity 

in every challenge.”

Winston Churchill



Questions/Comments?

• Thank you for this privilege!!

MZavadsky@medstar911.org


